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ABSTRACT o :
. unity educators need to prdvide grassroots
leadership training, as can be seen by an examination of five points.
First, a positive relationship exists between the quality of ) ¢ ;VTN\
participation and the quality of leadership. Leadership should aim
for team-directed action that meets member. interests and concerns in
the team's environment. Shared leadership activates the resources ot
#all of a group's members in directing and cenducting group tasks. -
Second, grassroots leadership. can. be taught and learned, as
exemplified by the Leadership Development Program offered by the
Community Leadership Training Center of Western Michigan University.
Its learning objectives are trainge awareness, understanding, and use
of specific skills that drive the processes of group communication, .
consensus formation, problem-solving, decision-making, planning, and
‘evaluation. Skills are described in brief lectures followed by ,
trainees' working on a structured experience. In a processing stage,
data of trainees' experiences are closely examined. Third, the costs
of teaching and learning leadership abilities are low erough in terms
of time, energy, and money to make training-practical. Fourth, very
few opportunities exist for grassroots people in neighborhoods to
obtain leadership training. Fifth, community educators are .
strategically placed and qualified to deliver grassroots leadership
training. (YLB)
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Here are five questions you may use to rate your perceptior of the
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present‘situation in grassroots leadership training. Each can be answered

True or False. If you score.a hundred percent, you are ready for an
expanded career in leadership training at the grassroots level. )

you score is zero, you are poised at thé brink of a new opportunity in
leadérship training at the gréssroots level. .So, no matter how you score,

you make out with my test.

ONE: There is a relation between the quality of grassroots citizen
participation ip building ‘community, and the quality of grassroots
lTeadership.

N

" TWO:  Grassroots leadership can be.taught-and learned . -

q,
THREE:/?he costs of teaching and learning leadership (in terms of time,
4 / energy, money) are low enough to make training practical.

PRI

FOUR: The;;>are very few opportunities for grassroots people to obtain
leadership training.

f‘
FIVE: Community educators are strategically placed and qualified to
deliver grassroots leadership training. .

4

zero (all False), to one hundred (all True), according to the design

of my quiz. wa, my reasons for weighting the correct answers as all True

> ‘ LI}
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tiv Depending on your pevceptions,\it is possible to score anywhere from
\
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are simply these: In our study in Kalamazoo, Michigan, we find that
first, there 1s a strong poslt1ve re]at1on between "the qua11ty of par~

t1c1pat16n and the quality of 1eadersh1p, second, grassroots leadership:

can be taught ahd learned; th1rd the costs of the teaching-learning work \

" are very Tow; fourth there are very-few opportunities for grassroots

folks to obtain 1eadersh1p training; f]fth, community educators are
I

* Al

‘strateg1ca]1y placed and qualified to deliver grassroots leadership

training. My remarks will deal with these fiva" points.
“,

As 1 begin, Tet me emphasize my main point. It is simply this;

“there is a very ldrge and urgent need for community educators to provide

grassroots 1eadershiﬁ'training in communities a]]yacr0§s this land of
ours. I hope to convince you of this in the time we havé for this
discussion this afternoon. But what you should do about meeting this
need is strict]& up to you. ‘

First. My claim that there is a positive relation between the °
quality of participation--in Building community--and the quality of
leadership is based on our experience in"working with neighborhood..
groups in Kalamazoo, I shall only cite one-group of mapy\wé“haye worked ’
with and trace whét happened to them 4n some depth. The Eastside
Ne{ghborhood Association is ope of'about 21 Kalamazoo ne{ghborhobd
organizations dedicated to improving their physical, social, and economic
env{ronment. They do this by studying, planning, 6aintaining, revital-
izing, and enhancing the neighborhoods' homes, businesses and 1nst1tut1ona1
bu11d1ngs facilities, and so on. They seek more pleasant and safe

places in which to live and work. This Association was 1néorportated as

a non-profit entity in 1975, under the. impetus of the federal communi ty
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development block grant program. Today it includes aboutbé,950 citizens,
and 1s managed by a Board of eleven directors. I should note that the '
neighborhood is mjge up of about 50.percent’home~§wners and 50 percent
renters, and the white—fo—minorit&{ratio is also about fifty-fifty. Also,
today t;e Association's board still has mény of’the original incorporating
members: The leadership has.stayed on the job.” An imporiant early
accomplishment included the acquisition and development qf a City-owned
netghborhood center facility. Tﬁé building, formerly a church edifice,
provided a place to offer a day care program; training classes in leisure,
arts and crafts,-exerc%se, and recreation; a reading tutor program; plus
a facility for scout meetings, 4-H activities, and numerous other peigh4
borhood events. 'Clearly a lot of neighborhood ownershib was developed
in th{s ggod place. {This was fortunate because the neighborhood schobl had
been closed).

Andther early achievement of %he Board was influencing the passing
of g major re-zoning reéu]qtion that restricted dwellings' to single homes
and duplexes, thereby avéiding the fractionalizing of residences into

14

multi-unit rental dwellings. Eurther, many human services, especially

for seniors were introduced, and the advent of a comnunity newsletter
enhanced communication. In sum, a better neighborhood was built by

@videnced by the improvements inithe quality of the

that Tleadership, as
environment physically and socially. Certainly these early achievements-
‘may be attributed to both the quality of 1éﬁdership and the excitemenj of

getting a new venture off the ground.
In 1980, about five years after their start-up, the leadership began

to tire, to sense a growing apathy. to feel a tendency to inertia, to be

~at a loss for‘better ways to approach problems. Early in 1981 the Board
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learned about the Leadershlp Desflopment Program offered by the Communlty
Leadership Training Center of Western Michigan University, and arranged
for Board memhers to take the training one evening a week for ahout six
weeks. The purpose of the Leadership Development Program which was set
up~under a Mott Foundation grant, is to help members of community organ-
tzation boards, committees, and task -groups carry out group decision
ﬁaking, problem so]ving,.planging or other tasks more effectively or
productively. These are leadersthip tasks.

Now you well may ask, what skills must members -of a/neighborhood
or community group have to be. effective individually and as a group?

We believe there are at least four sets of skills, which taken together,
enable a group to successfu]]y direct its action toward achieving spec1f1c
résults. The first set {is communication, especially interpersonal com-

' munication. The éecond is managing meetings, especially the phases of
conseﬁsus formation. The third set is probfém-so]ving, or aliernafive]y,
decision-making. The fourth set is planning implementation of a solution
“or decisjon, and then evaluating its result or outcome.

The basic assumption of t;e Center's‘brogram in leadership develop-
ment for grassroots groups is that team-directed action contains within
itself the most powerful motivation known for the accomplishment of
truly effective teamwork..‘feam-dirécted action aims first at meeting
member interests and concerns in the team's environment. This kind of
shared 1eadershfp activates the resources of all a group's members in
directing and conducting group tasks. Where this kind of leadership

thrives, it is coo;alnated order]y, goal-oriented, and results- produc1ng

At 1ts core it is tru]y democratic and shared 1eade/;h1p




I want you to know that the members of the Board of Directors of the
Eastside Neighborhood Assoclegﬁon took the‘leadership workshops serious]x. .
They were faithful in their attendance. And almost immediately they in-
corporated the skills, procefses, and strategies into their own stock of
resources. Chet Douglass, a life-time Eastside resident, yetired chief
of the Kalamazoo Fire Départment, and a former president of the Association
said of his experiencein the tr;ining; "It gave me a sen;é\of the mean-
ing of consensus. "I was a Roberts Rules of Qrder man befogé. But in ;

." Roberts you fail to get everybody's ideas; and, the chair can get his
way; that's not %air, it's not involving everyone. I've since learned !
to respect others' thoughts and to get others to enter into the discussion. "

. ) -

' He observed that members of the Board "are‘now more outgoing, they enter .

into the discussions. Some have shown great improvement. I wish even
4

moré would. They are Tearning to beﬁﬁisteners; You know, some people

overwhelm you with talking too much. The course taught this to two

members I know, who finally said: 'I'm talking too much.'" Then he added,
It's makdng- a difference. We are not so formal; we don't have %o wait

to be recognized to get the floor. Formality may he okay for some groups,
but for our Ne1ghborhood Association, the informal consensus process is
better. We encourage everyone to speak up."

Chet Douglass' observation about increased participation was readily
confirmed by another Board member, Lucilde Dooley. A'retired spec1a1
education teacher in Kalamazob's public schools, she says, “Wé have
more neighborhood participation, and more participation onwthe Board,

not just Chet or one or two." She notes that "more is done out in the

open—-not wou]d you head that comm1ttee and take care of 1t?'-~-ra
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the Board discusses (a matter) more; so, the committee knows what the

Board wants. We've got past the stage where a little clique was running
’-

things." Lucille Dooley also commented about herself: *I've felt freer

to discuss things in a group. I feel much more of a need to give my idea

p i
instead of to see which way the wind blows." " Then she adds: "I've

—

carried what I've Tearned over into my church work; we've done moré on

consensus there."

Other's reactions to the leadership training experience are similar.

Chuck Bidleman, director of the Eastside Center since 1976 puts it this

way: “The effect of the training program has been to revité]ize~the

Board members themselves. They found through the training that their

neighborhood work offers opportunity rather than.drudgery. They turned

from being passive to being active players; from being aliens to being

insiders. They found faith in the -group processes (of the training

model)." |

-

These comments I think reflect the notion that the leadership de-

velopment program enhanced the ability of the Association's Board to

handle its tasks, and in effect to provide stronger leadership. The

renewal experience bears out the importaice of the relation between

~

quality participation and quality leadership in building community.

They go together Tike hand in glove.

The second point I wish to make is that grassroots leadership can

be taught and learned. This has been demonstrated in part by data I have

algeady presented. Now I should explain what the leadership program's

objectives are, how they are reached, and how learning occurs.
. ’

The Tearning objectives are trainee awareness, understanding, and

Y




dse4of specific skills that drive thé{processes of ‘group communication,
consensus‘formation, prob]em-so]ying/dehision-making{ planning and eval-
uation. Fer example, the communication skii]s;inc1Udéo some 13 discrete
skills having to do with message sendjng, message receiving, and inter-
acting. The learning objectives embrace trainees's consciously experienc-
ing what these ski]]e do and how they do it as they drive tHe group prp-
cess of organizing cooperation for the coordination of group work.
Similarly, trainees experience the function and meaning of consensus
formation: the phases of the chair's organization of the.group agh stating
the charge to the group; digesting or understanding the charge; offering
information for dealing with the charge; distilling members' ideas and
perspectives into a definite form and thrust to satisfy the charge; re-
solving or settling on the group decision in response to the charge. As
you would imagine, the“communication skills and the consensus formation
'skills are intimately related. .The learning objectives include that

trainees experience the meaning of the inter-relation.

»

The problem-solving skills, about a dozen, are very discretely de-
fined, and their relationships experienced. Similarly, the learning
objectives include some seven p]annlng skills; and, six eva]uat1on skzlls.
" And planning and evaluation are closely inter-related in the experience

M\

How are these skills presented and experienced? The model uses

of the trainees.

very brief lecturettes to descr1be the skill followed by trainees
working on a structured experience. For example, a neighhorhood group
may be asked to individually write down on an ‘exercise sheet the most

pressing problem the group faces in the neighborhood, that they should

&
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deal with. Each does this. Then each is asked to ghare his/her'Brbblem
statement, and the others are asked to write it down, under their own.
When each has shared, the grodp is-‘asked to collectively discuss the
problems and to select the three most criticé] or important, that they
should deal with. Such a structured experience demands carefu] communi-

cation, listening, strong feedback (we emphasize feedback) th1nk1ng,,

!

working toqether

The trainees next go through a processing stage: the Hata of
their experience during the exercise is closely examined. A record. of
their comments on their.experience is vrecorded on news-print for all to
see. Each member is asked by the facilitator to share what.he or she
saw and felt as the group worked out the priorities; how he or she ex-

pTatned or accounted for the experiénce of what they saw and felt; what

L d

they find is significant or important in that explanatﬁon; then, what

general rule or principle can be observed in the important orssignificant
elemgnt. Finally, he or she is asked how they would ébp]y that principle
if they were to work on a prioritizing of what members like mégt qbout
ib? neighborhood group'g way'of working on its problems. ‘

This working through of each person's experience, for all to see,
is called processing. It helps each trainee to discover the meaning of
what they do, as they use a skill, or work a procedure. The structured .
experience gxeréise, toéether with the processing of each member's ex-
perience, is the étrategy of experiential learning. It is very ;jsgﬁful.
And this is the way the learning occurs in this model. -A11 the exercises
deal witﬁ réal—life situations, or very close simulations. The reality

intensifies the meaningfulness of the 1eatping work.,

S
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Ilwant to'return to the story of the Association and I would like
to put some frosting on the cake. Not Tong after the Association Board
itself participated in the training, program, other Association groups,.
‘mainly committees and task force members, asked for the training. f be-
’ ldeve about three such groups were then trained. ’
- In one of the; Was a certain Kathy‘Smith, mother of seven, who
was invited to the training by a‘neighbor Kathy had 11ved in the
ne1ghborhood for about two years, but had not part1c1pated in its act1v1t1es
She found such part1c1pat1on d1ff1cu1t on at Jeast two counts: .one,
she experienced a lack of self-confidence and social ability; two, she -
experienced a deep personal tradgedy, which added to.her fee]anS}bf -
inadequacy and urge to withdraw. Yet, she_attendeda‘he»program. _And,
gradually, during the workshops she participated. 1fowing the train-
ing she headed up a neighborhood “"clean-up committee actiyity." It was
a great success. :Toeay Kathy Smith {s president of the Assaciation.
Kethy her;e]f has said: "I wouldn't be serving a president if I hadn't
had the training." What is more, she can tell you how she used the-
training: "“If I don't see someone's point, I give feedback to c]arIfy ..
‘Is th]S what I'm hearing...Am I understanding when 1 hear you say..
"'Before I knew how to listen actively I would get angry if I didn'té¥¢
understand the other person's poinf."
There is more to be said about Kathy. By way of preface i should
say that within the past few months the east sidé area of Kalamazoo was ‘
chosen as the setting for eétab]ishing the Kalamazoo Neighborhvod houeihg

Services, Inc., (KNHS), and its office. This is a local non-profif

housing corporation to ehcourage neighborhood revitalization. The pro-

Q )X lU




out the U.S.A. successful techniques in home rehabilitation aﬁd general

business, and community-at-large representatives. It was the strength

‘of leadership to the NHS Board that has put the neighborhood representa-

10

gram is modeled from similar NHS programs currently demonstrating through-

neighborhbod improvement. Developed by the Neighborhood Reinvestment *
Corporafiqn, NHS is operated by funds generated locally, and it loans
rehabilitation fundg'recejved from the federal communiéy development block
grant program. The Board of Directors of the Kalamazoo Neighborhood

I'4

Services is made up of Eastside residents, City of Kalamazoo banking,

of the Eastside neighborhood that caused the NHS to be located there.
And'certain]y part of that strength is the neighborhood leadership. In
fact, Kathy Smith and Chet Douglass and three other members -of the East-
side Neighbo;hood Association are representatives on the Board of NHS.

What i3 more Kathy is cited by Chet Douglass for having given the kind

tives at parity with the businessmen, bankers, and.city government people
on the Board, who initiglly “tried to steal the show, but wevre-brought up
short by Kafhy and other neighborhood repreéentqtives," according to one”
member. Yet Kathy emphasizeg that paftnership is the key: "We (the
neighborhood peohle) don't want to run the NHS alone." She also stresses
that "Ig's very much my goal that the Eastside Neighborhood Associatiop
and NHS work closely toge%her.“ I want, to repeat: 1éadership§ the kind
we are talking about, can be taughf apd,learzed, The scena(jo and the
words and actions of the cast of characters as cited are my evidence.

My third point has to do with costs. I claim that the costs of

teaching and 1éarning leadership, as described,,a}e unbelievable low in
. !

terms of time, enrergy, and money. The workshops, overall, require
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about 15 hours. That's about two-and-a-half hours, one night a Week,
for six weeks. The folks taking the training in the Eastside area found
them fun and relaxing. And this has Been our experience e]sthere, as
well. The cost of matevials is about $2.00 per participant--that. covers
the handouts, lecturettes, structured experience worksheets,. and newsprint:

What does $2.00 per person add up to? Almost $25.00 for a dozen people.

Now you may ask, what do we pay the trainers? Nothing. They all have

been‘yolunteers. Our experience has shown that where volunteers are
carefully selected for their skill in facilitating d%a]bg; for their .
ability to stick with the format, and develop exgrcises pe]evanf to
the real-concerns and probleﬁg of the trainee group; and, for their

'z

commitment to he]p’and enable others, then we can train them quickly,

they do a‘good jo?, and they enjoy itfﬁéu )

My jggrﬁh\point i$ that there are very feQ opportunities for gra;s— '
roots people in neighborhoods to obtain 1eadership training. This claim
of mine is subject to Some conditions. We both know there are a great' .
many leadership traﬁﬁing programs offered today. The varie%y of their
thrust and content seems a]mPst unlimited. Generally, however, three
conditions 1imit the applicability of the kind of leadership training
I have just described. You will find “adversarial" models of which the
M1dwest Academy, and I belveve ACORN are- typ1ca1 examples * Many community
people prefer instead cooperat1ve problem-solving, consensus forming
. mode]s. And they would rather ly on democratic Teadership or shared
leadership, rather that on a paid staff leader system. Further, the

adversarial models are not readily available to neighborhoods. And ’

they are not inexpensive.
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R Next, the modg]s ofﬁereﬁ Ay ﬁostjconsu]tants are S{ﬁplx beyond what
the pocketbook of grassroots folks can affgrd. So, the University Asso-
‘ciates,_Situationa]fLeadersHip, Zenger Mi]]ér apd similar models aré out ~ N
of.reacﬁ£¥or’neighborhood groups’, . ' -

Py Many of the pommynity education models can be adapted to the needsu
of ﬁeighborh§od Sgsocfations and.similgr organizationg I be]&eye. These
-would include Phj] C]a}k}s, Bob "Biagi's and fhe programs produced By thé '
Extension Divigion of Virginia Polytechnic Inétitqte and Sfate University,
to.name only a few. However,'they may have to adapt language and orien-
tation to fit neighborhood folks,. I think. The point here is that the
commums ty educétion groupjtnainihg models are probabfy 6ore widely !
available, :at Tower cost than any other models. And this brings me to my ) ]

fFifth and final point. ’

Cohmunity educators are strategically placed and‘qua]ifjed to de-
liver grasQypots- leadership training.‘ Community schools of one' type or
. another are virtually evgrywhere—Qin'cohﬁuniﬁies'al} across the land.
Théir mission, generally, is outregch; aqd their fheme,.genera11y, is
everyone teaches, everyone learns. Their process, generally, is brokgring:
to bring teacher and learner together. In the casefbf leadership tréining
this means bringing together facilitator and learner. .
The community edéﬁator is a natlral distributor for grassroots.
leadership training. You understand community--its needs, its resources,

the learning processes, the delivery systems, the personal touch, the T‘

critical importance of making training relevant;. meaningful, practical,

accessible to everyqf?'who can benefit from it. 1In short, only you can

A1

give democratic leadership development the impetus, the push and power

so urgently needed by our citizens throughout the land.

13
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How large ié the need for 1eade?shi§ training in America's:
néighborhoods? The need is unlimited. Consider: there are about s
\ " 85.000 pub]?c‘schoo] buildings serving comhunities throughout the U.S.
Conservatively speaking, those schools serve anywhere from sik to eight
‘neighborhood areas. That muMiplies out to nearly 600,000 neighbor-
hoods. Candidly, no one knows for sure how enormous thi;."mérket" is.
- . Yet size alone doesn't determine the significance of _the need.
The true significance of the need isvthat in neighpo;ﬁbods the quality
of Tife in America will be won or lost. ) ‘ )
In their neighborhoods the Ameriqan families fraime their %dentity,
fashion thei} envfronmént, find their security -- or they fail to. 1In
fheir neighborhoods individual family members build their commuridty --
or they fail to. In th;%r neighborhoods the American people fuse %nto
political forces —~d3;/they~fai1 to. The neighborhood's central importanée

is that it i; indee Ihome, for .there we Tive.

Your oufreach to the ne%ghborhood is needed tb help its members *
renew their. quality of participation by renewing the quality of their
leadership. Your outreach wi]f touch néighbors' hearts and hopes --
as it did Chet's and Lucille's and Kathy's in my stor&. It will enable the
Tikes of them to sharpen their skills and their purpose to build commumty
together. And this we may all,agrge is urgént]y needed.

Thank you. \_ ' .




